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BRIEF FOR: CIA Career Council 

SUBJECT : Review of Single Grade Promotion Policy 


1. At its meeting on 30 April 1959 the Career Council discussed 
the use of grades G3— 6, 8 and 10 as additional steps in the promotion 
ladder in the career management system of the various Career Services. 
It was agreed that these grades should be used Agency-wide on an ex- 
perimental basis with the understanding that jobs in these areas would 
not be reclassified, but that promotions from GS-5, 7 and 9 would 
proceed by single step progression to grades GS-7, 9 and H* 

2. In order to implement the decision of the Council, Agency 
Notice^^l^B^as published on 15 May 1959- This notice provided 
that promotion actions for all staff personnel will be limited to one- 
grade advancements, exceptions to be made by the Director of Personnel 
in response to requests from Heads of Career Services . This notice 
expired 1 June i 960 . 

3 . The attachments contain a review of the one-grade policy by 
presenting comments on the "pro" and "con" arguments resulting from 
the Career Council discussion of 30 April 1959- Before and after 
statistics on time-in-grade and compensation received under the two 
■pQ i i c i c 5 are also presented on the basis of a random sampling of the 
Career Services of the three major components. 

4. The Office of Personnel recommends the "Alternate Course of 
Action", Humber 4, as listed in the attachment, be adopted as Agency 
promotion policy; namely, single grade progression to GS-9, promotion 
from GS-9 to GS-11, followed by single grade advancement thereafter. 

The reasons advanced for this progression are listed in the attachment. 
If alternate Number 4 is adopted as policy, it would be necessary, con- 
current with the adoption, to review all promotions to GS-10 effected 
subsequent to 15 May 1959 and to effect an additional promotion on an 
accelerated and scheduled basis to GS-11 prior to any promotions of 
employees who are presently GS-9 directly to GS-11. Failure to do so 
would surely generate morale problems based on charges of discrimina- 
tion arising from vacillation in administrative policy. 
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REVIEW OF SINGLE GRADE PROMOTION POLICY {GS-5/11 ) 

Points Taken from Career Council Discussions 


^ NO 3/ feT; j 


ARGUMENTS 

tl PRO " 

The underlying objective of the one-grade 

PROMOTION POLICY WAS TO INCREASE THE NUMBER OF 
PROMOTIONS THAT COULD BE MADE IN GRADES 5 THROUGH 

11 . This takes into account and partly compen- 
sates FOR an increasing loss of promotional 

OPPORTUNITY DUE TO THE FACT THAT THE AGENCY IS 
NO LONGER EXPANDING AND HAS A LOW ATTRITION RATE. 

1 - ‘AS BELIEVED THAT THE USE OF GRADES 6, 8, AND 
luLD PERMIT MORE PEOPLE TO BE PROMOTE* WITH 
SHORTER TIME IN GRADE THAN WOULD OTHERWISE BE THE 
’CASE DURING A PERIOD OF STABILITY AND MATURITY. 




" CON ” 

1 . |N OUR ORDERLY COMPETITIVE SYSTEM OF SE- 
LECTION FOR PROMOTION, THERE WILL NECESSARILY BE 
A GREAT INCREASE IN PAPER WORK AND MANAGERIAL 
ATTENTION. At THE SAME TIME, THERE WILL BE A 
TENDENCY TO BE LESS DISCRIMINATING AND THOUGHTFUL 
IN CARRYING OUT THE PROMOTION FUNCTION. 


COMMENTS 


A. AN INCREASED NUMBER OF PROMOTIONS HAS BEEN MADE AVAILABLE BY THE POLICY. HOWEVER , THE NUMBER OF INDIVIDUAL* WHO 
CAN RE C ETvlf~ PROM OT IONS HAS NOT BEEN INCREASED, ONLY ADDITIONAL STEPS ADDED TO THE PROMOTION LADDER OF THE SAME 
NUMBER OF PEOPLE. 

b. Promotion practice under the policy thus far would indicate that the average time required to move from GS-7 to 
GS-11 has increased considerably. (See chart below) 


Career Services 
of 


AVERAGE MONTHS IN GRADE * ' 

. / PROMOTIONS FROM GS-7 . .PROMOTIONS FROM GS-9 

' GS-7 to 9 GS-7 TO 8* 3 * to 11 6S-9 to 10 (3? 


DD/S 

19-0 ■ 

20.2 

23.0 

25.0 

DD/P 

26.9 

24.4 

29.6 

27.2 

DD/I 

13.1 

17-4 

19.8 

21 .0 

( 1 ) A RANDOM SAM P L 1 

ING OF FROM 10 #TO 2 S# WAS 

USED 1 

N EACH OF THE 



analysis presented above and in the attachments. 

non-professionals and cases of extreme time in grade were excluded. 
Compensation figures have not been adjusted for the 7 l/2$ pay increase 
of July 1 ° 6 o. 


( 2 ) 

( 3 ) 


May 

May 


19 58 - May 

1959 - May 


1959 

1960 


c. This policy permits the Chief, JOTP , more latitude by providing at least two promotional opportunities during the usual 
training period. A promotion can now be given at th end of the classroom training (usually 9 months). The average during 
fY-196o from GS-7 T0 GS-8 was 9-^ months; and from GS-9 to GS-10 was 8.1. The one-grade policy has not been in effect long 
enough to have reliable statistics on the average number of months for promotion from GS-8 TO GS-9. The policy would appear 
to LENGTHEN the TIME REQUIRED FOR MOVEMENT OF JOT'S FROM GS-7 T0 9 fROM A previous average of l 4 months to an average of 
approximately 18 months. 


d. This policy should serve to hold down the average grade since it appears it has lengthened the time between promotions 
from GS-7 TO GS-9 and GS-9 TO GS-1 1 . 

e. Provides opportunity for more frequent promotions to promptly recognize merit and good performance. 


1 . No evidence of this indicated from comparative average time in grade charted above, or from comparative numbers of 
promotions in grades involved charted below. Effect of promotion slowdown undoubtedly has a great effect on these figures. 


NUMBERS OF PROMOTIONS BEFOREAlCi AFTER ONE GRADE POLICY 


I Career Serv i ces 

OF 0) 


PROMOTIONS FROM GS-7 


PROMOTIONS FROM GS-9 , 


Two-Grade Policy One -Grape Pou cy^ 2 ^Hwo-Grade Policy Oh 


One-Grade Policy 


12 ) 


DD/S 

282 

235 

181 

io 4 

DD/P 

112 

1 1 1 

132 

63 

DD/I 

129 

79 

12** 

_§2_ 
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2. It will be difficult to make meaningful distinctions between the 

PERFORMANCE OF INDIVIDUALS COMPETING FOR ADVANCEMENT INTO GRADES GS-6, 

GS-8, and gs-io. 

3. The significance of promotions as opposed to step increases will 

BE LOST UNDER the SINGLE GRADE POLICY. 


4. The morale of employees in grades GS-6, GS-8 and GS-10 will be 

ADVERSELY AFFECTED BECAUSE OF THEIR "ODD BALL*' GRADES WHEN THEIR JOBS 
ARE RATED AT A GRADE HIGHER. 


2. WITH INDIVIDUALS DISTRIBUTED AMONG MORE GRADES, THE SIZE OF THE GROUPS COMPETING WILL BE 
SMALLER AND PROBABLY SIMPLIFY COMPETITIVE CONSIDERATIONS. 


3* THE ATTACHMENT "COMPARATIVE ANALYSIS OF COMPENSATION RECEIVED UPON PROMOTION" POINTS 
OUT THAT SALARY INCREASES RECEIVED UNDER THE SINGLE GRADE POLICY HAVE AVERAGED TO BE ONLY 
EQUIVALENT OF TWO STEP INCREASES. ARGUMENT IS CONSIDERED VALID. 

4. Some indications have been brought to our attention of employee dissatisfaction with the 
policy. This may stem from the demonstrated fact that time in grade for theone grade promotion 

HAS NOT BEEN CHANGED IN PRACTICE FROM PREVIOUS TIME IN GRADE FOR A TWO GRADE ADVANCE. 


5. Since other agencies do not use grades GS-6, GS-8 and GS-10 in 

PROFESSIONAL LINES OF WORK, CIA WILL BE AT A PSYCHOLOGICAL DISADVANTAGE 
IN RECRUITMENT. 

6 . The use of more grades with less significant classification and 

DOLLAR SPREAD IS CONTRARY TO CURRENT OBJECTIVES ON REVISED COMPENSATION 
PLAN3, NAMELY! FEWER GRADES — GREATER PAY RANGE. 


5. Possibly valid. However, such interagency comparisons are seldom meaningful in the DD/P 
area. Again the rate of advance is considered more meaningful than the numberof grades used 

FROM THE PSYCHOLOGICAL STANDPOINT. 

6. True. However, such systems provide merit increase within the grades which can be 

ACCOMMODATED ALTERNATELY BY MORE SINGLE GRADE PROMOTIONS. 


ALTERNATE COURSE OF ACTION 

1. Return to former two-grade promotion policy. 


1. Clandestine Services are on record as favoring continuance of the current one-grade 
promotion policy. DD/l favors return to two-grade policy. If the latter course of action is 
agreed upon, personnel promoted under the one grade policy will have to SE RECONSIDERED rOR 
repromotion by an additional grade or inequities will result IN the relative standing or THE 

PERSONNEL IN A CAREER SERVICE. THIS COURSE OF ACTION WOULD RETURN THE AGENCY TO GENERAL 

government policy and would avoid charges of discrimination against younger AND LOWER PAID 
PERSONNEL. 


2. Continue present policy of single grade promotion. 


2. Although desired by the Clandestine Services, the weight of evidence appears to 

THAT THE POLICY HAS NOT PROVED TO BE AS SUCCESSFUL ELSEWHERE IN THE AGENCY. 


3. Permit Career Services to establish their own policy as to single 

OR DOUBLE GRADE PROMOTIONS. 


4. Establish one grade progression to GS- 9 , followed by promotion 

TO GS-11 AND SINGLE GRADE THEREAFTER. 


3. Has the disadvantage of dissimilar treatment of advancement in different parts or the 
Agency and oould be a cause for continued morale problems. This would not necessarily be so, 
however, if the rate of advancement was carefully established to provide essential uniformity. 


4. This alt£*ma?C would BE consistent with CSCS Panel structure (one grade promotion in 
Panel 0). It vodUl nrrAtw tm# advantages of single graoe promotions in lower ranges found to 
exist in the JOTP a no ih orriecs such as OCR. It would continue flexibility in in-hiring of 
younger personnel through the USE of more grades to express level of qualifications. 
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COMPARATIVE AHAUSIS CF CCMFEHSAHC® RECEIVED UPC® FRQMOTIOS* 


Period 

Grades 

Difference In 
Base Bate 

Average Increase 
Upon Promotion 

Step Increase In 
Rover Grade 

1 Average Time 

In Grade 

Average Increase If 
Promoted Two Grades 

m 1959 

GS-7 to OS-8 

* *90 

$310 

$150 

20.2 

$825 

to 







May i960 

GS-9 to GS-10 

520 

276 

150 

25.0 

801 

m 1956 

gs~ 7 to GS-9 

1,005 

769 

150 

19*0 


to 





1 


May 1959 

GS-9 to GS-ll 

1,045 

767 

150 

23.0 

— 


•SAMPLE JOB TOTES: 

Investigator 

Personnel Security Officer 
Hjysleal Security Officer 
Security Officer 
Budget Officer 

Visual Information Specialist 

Psychologist (Assessment) 

Business Accountant 

Ada Officer 

Illustrator 

Ada Assistant 

Fiscal Accounts Assistant 
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COMPARATIVE AHALTSIS OF COMPESSATIQN RECEIVED UPOH mS&SlOXi* 


Period 

Grades 

Difference In 
Base Rate 

Average Increase 
Upon Promotion 

Step Increase In 
Former Grade 

Average Time 

In Grade 

Average Increase If 
Promoted Two Grades 

May 1959 

) to 

gb-7-8 

$ 490 

$279 

$150 

a*.* 

$725 

May i960 

<33-9-10 

520 

272 

150 

27.2 

667 

May 1958 

GS-7-9 

1,005 

738 

150 

26.9 


to 







1 fey 1959 

1 

GS-9-H 

1,0*5 

735 

150 

29.6 



♦SAMPLE JOB TITLES: 
Operations Officer 
Reports Officer 
Intelligence Analyst 
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COMPARATIVE AK&LXBIS <M COMPENSATION RECEIVED UPON PROMOTION* 


Period 

Grades 

Difference In 
Base Bate 

Average Increase 
Upon Prcnotlon 

Step Increase In 
Farmer Grade 

Average Hue 
In Grade 

Average Increase If 
Promoted Two Grades 

>*y 1959 

GS-7 to GS-8 

* 490 

♦322 

$150 

17. * 

1833 

to 






826 

May i 960 

G6-9 to GS-10 

520 

301 

150 

21.0 

May 1958 

06-7 to GB-9 

1,005 

78 O 

150 

13.1 


to 



836 


19.8 


M ay 1959 
i 

GS-9 to GS-1] 

1,0^5 

150 



SAMHJE JOB TITLES: 

Intelligence Officer 
Photo Intelligence Officer 
10 Material Economist 

| Intelligence 

Info Specialist 2 5X 1 A 

Geographer 

10 (Cartographer) 

Biographic Analyst 
Document Analyst 
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